ABSTRACT. In management theory and business practice, the dealing with diversity, especially a diverse workforce, has played a prominent role in recent years. In a globalizing economy companies recognized potential benefits of a multicultural workforce and tried to create more inclusive work environments. However, ''many organizations have been disappointed with the results they have achieved in their efforts to meet the diversity challenge' ' [Cox: 2001, Creating the Multicultural Organization (Jossey-Bass, San Francisco)]. We see the reason for this in the fact that while much attention has been paid to the strategic dimension of diversity policies, systems, and processes, much less thought has been given to the normative dimension, the norms and values involved. Given the fact that diversity is essentially about cultural norms and values, appropriate reflection work becomes a fundamental task to create a truly inclusive work environment where people from diverse backgrounds feel respected and recognized.
Therefore, we focus in this article on the challenge of building an inclusive diversity culture showing that such a ''culture of inclusion'' has to be built on solid moral grounds. We present a conceptual framework of inclusion based on a moral theory of recognition and introduce the founding principles of reciprocal understanding, standpoint plurality and mutual enabling, trust and integrity. After revealing barriers that hinder a culture of inclusion from emerging we shed light on the process of developing such a culture which involves four essential transformational stages: The first phase focuses on raising awareness, building understanding and encouraging reflection. The second phase deals with the development of a vision of inclusion as an important step to define the change direction. In a third phase key management concepts and principles should be re-thought. This leads to the fourth, action-oriented phase, that focuses on an integrated Hu
Introduction
One of the major ethical challenges in today's increasingly diverse work environment is the search for sound principles to frame business activities and guide actors, corporations and individuals. While diversity has been a much debated topic in management theory and practice in recent years, it were initially legal aspects, notably the avoidance of lawsuits, as well as changes in the labor market demographics (e.g. increased participation of women and minorities) that made it a subject of paramount importance for corporations. There is growing awareness today, however, that diversity management should go much further than just complying with existing rules or reacting to a shift in labor market resources. Indeed, in management literature it is argued that the challenges within competitive, dynamic, and increasingly global markets (demanding innovation, creativity as well as flexibility) are best met by a broadened pool of experience and knowledge found in an effectively managed diverse workforce (see Cox and Blake, 1991; Milliken and Martins, 1996; Nemeth, 1985; Nemeth and Wachtler, 1983; Shaw and Barrett-Power, 1998; Wright et al., 1995) . Obviously, the innovative and creative potential inherent to a diverse workforce (in terms of ethnic origin, nationality, cultural back-ground, religion, gender, age, education, lifestyle, working style, way of thinking, etc.) can be used to bridge cultural boundaries and search for original problem solutions, innovative product ideas and targeted marketing initiatives. This diversity can become a competitive advantage. However, while many organizations already have diversity policies and/or initiatives such as training programs in place, 2 they often do not show the desired results like, for example, the reduction of turn-over among talented people of color (Thomas and Gabarro 1999), the translation into changes in employee's quality of work life, or the creation of an atmosphere of inclusion (Gilbert and Invancevich, 2000) . Hence, they cannot achieve the abovementioned benefits of diversity, let alone build a culture that embraces diversity and fosters humanity. We see the reason for this in the selective approach to managing diversity: assimilation, that is, as opposed to integration and inclusion. The assimilation approach simply ignores differences, and thus, no integrational efforts are made. Instead, women, expatriates and minorities are more or less expected to assimilate into a pre-defined and dominant corporate culture (Thomas and Gabarro, 1999) . This can create enormous tension for people within these groups. Apart from intrapersonal conflicts and experiences of not being heard, recognized or valued, their specific knowledge and experience is not leveraged, they cannot perform to their highest potential and they experience barriers in advancing within the organization. Such an environment neither fosters the realization of the above-mentioned potential for diversity nor the retention of talented people with diverse backgrounds. It is therefore important to realize that ''doing'' requires ''being'': diversity management has to be built on solid normative grounds, on founding principles, understood as pillars of a culture of inclusion. Following an inclusionary approach, differences are recognized, valued and engaged. Different voices are understood as being legitimate and as opening up new vistas; they are heard and integrated in decision making and problem solving processes; they have an active role in shaping culture and fostering creativity and innovation; and eventually in adding value to the company's performance.
We argue, therefore, that in order to unleash the potential of workforce diversity, a culture of inclusion needs to be established; a culture that fosters enhanced workforce integration and brings to life latent diversity potentials; a culture that is build on clarified normative grounds and honors the differences as well as the similarities of the individual self and others. Every self is a human being but as a unique person she is always also different from others. Diversity is about balancing this natural tension in different organizational and cultural settings.
Diversity is, first and foremost, a cultural question and thus a question of norms, values, beliefs and expectations. As such, it is an ethical question and determined by some very essential founding principles of human coexistence. Not before this is taken into consideration, acknowledged and institutionalized, can ''diversity management'' be successful. However diversity may have started out in a corporation -as a response to legislative mandates, as a reaction to the shortage in qualified personnel or to become more attractive for young talents, e.g. -it is important to realize that diversity management will not unleash any potential benefits unless diversity is culturally valued.
A culture of inclusion and the principle of recognition
When we talk about a culture of inclusion we think about an organizational environment that allows people with multiple backgrounds, mindsets and ways of thinking to work effectively together and to perform to their highest potential in order to achieve organizational objectives based on sound principles. In such an environment different voices are
